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MEMORANDUM FOR: (Presumably to be addressed to the 
' | President by the DCI) 


a SUBJECT: National Crisis Machinery: Suggestions 


|. for Improvement Prompted by the 
'. SS Mayaguez Incident 


1, ‘Phe way in which the Intelligence Community handled 


a ae problems related to the Mayaguez incident--both in the week 
: ne “or 5 before, and immediately after, the ship's seizure--is 
a of course a matter which my colleagues (on the United States 
Intelligence Board) and I still have under review. But we have-- 


whe as you will see in the paper Which tallowa<clookea snto a variety 


52) 2k questions raised by this incident fairly extensively. Specifically, 
owe have in recent days examined issues concerning existing crisis 


ig machinery both patie the Intelligence Community and Wetheae 


oo 


assessed problems of warning scans related to the Mayaguez 
s . incident; identified problems of collection and communications 


“. mot 60 associated; and discussed current and projected efforts 


i? 4 
a > 


ee ee ee ee, 
oO Drafter assumes that a cover note will indicate that this 


paper (presumably together with an accompanying chronology 
_ prepared by NIOs) responds to the Presidential Memorandum 
mt 18 May. . pighee . 


“tee seonET 
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ma : = bats ‘ a : wo 


to anvigorate: our warning and alerting procedures. Finally, 


beginning on p. ID, we have assembled our Summary Statement, 


=s including our thoughts on the need to close communications gaps 
a3 between our intelligence machinery and the related machinery 
F of entities elsewhere in the national écimunity. 
. i. EAISTING CRISIS INSTITUTIONS AND eee : 
“The Intelligence Community . 2 so se ae eer 
: = bore ia - Sa : * . 
oe ne me a ae oe ‘2. The Intelligence ‘Community (hereafter referred to as 


6 dee 


me e the Cee aeete with any given crisis in weye which seem 
ty appropriate to the needa of our consumers and to the peculiar 


“demands posed i the events unge? way: If, 408 example, we 


ree ie feces an imminent crisis, Iigend an Alert Memorandum--which 


oe 


fie 


oe ae contains a brief recitation of the facts as we perceive them and 


ee Z | a ‘description of our concerns--to the qnembexs of WSAG. The 
° : possibility ot a eee like incident would have been the 
in fact 


4 subject of. an Alert Memorandim had CA se hostile 


: Cambodian actions against a US vessel, which we did not (as 


25X11 


ag EB se siete ot 
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a 3. It is the re sponsibility of each of nS separate operations 


ie and watch centers in the Community to inform its own ae ae 


2 a : 8 (the Director, DIA; myself; etc..) of the arrival of a crisis, Pe 
; < eee : especially if that arrival is smog CS 2 25x1 
: , se Sng: in Secordace, with procedures agreed upon by USIB early | 
: . ae this year, itis aise the responsibility Of ~waeiuond. these centers 
el er, (Se to inform, camssemmmothe r immediately if a principal has in fact 


e 


ee : been notified. A special telephonic pies) Sy ster we 


aY 


-“ eall NOLWON was established last year to permit most Community 
ince hatch 


| ae (and three centers not in the Community) to do precisely 


ES we sa - Pa Part of the notion here, by the way, is that alt centers 


“win be eficouraged to notify their prints if one center does so. 


= My own role in all of this reflects both my position as 


| cae ne _ the CIA principal and my chairmanship of USIB. ‘ip, Iam 


; Mie ee one . $ " + . 3 e 
4 we Se 
fe leumnala i 


ane she 


- 


yet. : : ( ry 


Approved For Release 2004/06/29 : CIA- mopeswoot?RooteGo1so007<° 6° 


els am not endoeuwed by other operations centers, which, jadedd, 


however 
are not charged with that task. At the same time, Gizeensse, I 


eae 
Cs] uae with my USIB eeitegewee! in ec oniereuce if time Depts: 


A 


- 5. Aue usually will permit if the crisis we are concerned about 


a 


This 
— has passed its = Swetants acer an ata gcel ye PDEene ak some. 
ae in most 
[Witenes crises, tas obviously sai not in the case of the 
; in this event 
. Mayaguez seizure and the rescue of its crew). USIB qwill meet 


estinales 


os “and consider, for example, the sateess and Ppacgaeane ereramas 


fe. 8+ Special National igtellwenee Estimates) prepared in concert, 


: : ae ine with, oxr..without dissents, under the ae gis of the National Intelligence 
oa formal 
ee sy "Officers. aaa if time does not permit USIB consideration, 


ee A. 


“ there are ways I have established to permit these same National 


- ne : Intelligence Officers, who are drawn from the Community at large 


oars 


i wits work directly faz me, to provide uncoordinated aSS€85- 

i a ; : “ments to, say, the NSC Staff. (Some other USIB members have 
= te - “established similar channels, aa this is generally understood. 1.) 

oe cn Loe 6 “There is a spécial Kind of warning which I have not yet 

| . : mentioned: warning of an impencing confrontation between the US 

~~ and USSR lor some other conimoniet seaues including China and | 

. North Korea). The iajoe responsibility, here lies with ay 

Special Asdigiant for Strategic Warning, a secant officer in the 


eS ae : . 4. bates Ce OC rn ed 


re re oe 
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« «@, 
| Defense inteiiivense pekeg Sea be sae the Strategic Warning 


7 - ‘Staff, wren t is headed by a CIA officer. © : ~ | . . Loe 


Outside the Intelligence Community ; 
a As already seaseatese some crisis machinery { in the 
| Department of State and j in the Depaxtinent of Defense i is related 
ce a z to but ane separate from that in the Community. This machinery, 
: ae oe sree to support policymakers and officers in opera- 
a 2 aiseal as signments, daetadea: | - - a 2 a 


. 
. 


2s In State, the Operations Center and the Secretariat | 


a ~ (both of which are supported by INR and, in effect, vice versa); | 


— ae 3 au! soln Defense, the“National Military Command Center 


“@ucc) and components of the ait prsaci pasty: J-3 (supported 
: by: DIA and DIA's National Military Intelligence Centers 

oe : |--Also in Deiense, the a ee Center of the 
“Defense M Mapping Aeeneyy, which is s responsible for TaeSinE 


aM eaiae Advisories to the ‘US merchant fleet 1 femoromon 


‘ot ae : 7 


.: 


Are there any other DOD centers that should Be mentioned 
here? The military services' centers are of course in the 


7 -Community (original Sutnne aaa and are iat least 


e 


"implicitly included ove and below. 


we, 
eb Or ees, 


e 


Wore. to readers of this draft, especially| | 
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ie “Specifically, from early May until that seizure, the Cambodians, 


m1. PROBLEMS ENCOUNTERED IN. CQNNECTION WITH THE 


- <9. The-problems we and others ran into immediately before 
as and after the Mayaguez incident now seem | to revolve around two ‘ 


questions: a) Why was there no ) warning to , US merchant vessels 


imme diately? 


to harass foreign-flag ships. Some of them were in the vicinity 


of Poulo Wai Island, where the Mayaguez was subsequently seized. 


., 4n four separate incidents, capturce some 15 small craft--many _ 


=< 
poe: 


‘ “Approved Fy Relbase'2004/06/29  CIA-RDP83MO041 R001 800150007-6.; ae 
8. Finally, in this itemization of the parts in the crisis 
FORCHINESY we must also mention the National Security Council 
‘itself; the NSC Staff; several senior pale rdcpesvnsres committees, 


“including WSAG; and the White House Situation Room. 


~ MAYAGUEZ INCIDENT 


to steer clear. of poses trouble spots in ne Gulf of Thailand 


¢ . 


“before the seizure of the Mayaguez on 12 Mays And (2), in fie 


> OOP oe yh 


wake of that seizure, why err you, che Secretary of f State, 


“the Secretary of Defense, ‘and the USIB pees nob bed of it 


“The Delayed Maritime sAavieoty 


“10, As indicated in some of the material (including various ~ 
_ Kinds of: issuances from the National eecurity Agency) I sent to 


“you. on 20 May, the Cambodian Communists began in early May 


i. 
a wom : 


4! 
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. of them apparently carrying Vietnamese refugees--in areas 
‘ .. the Cambodians claim as territorial waters. In addition, in 
~ two other incidents, the Cambodians fired on two ocean-going 


ra ' vessels, one South Korean and one Panamanian; both ships 


s a 


ae: were a substantial distance from the;Cambodian coast at the . 


a 


_ th time. i Attachment 1) < not yet attached 


wide ie, 


om ‘Begisining on 4 May, reports of most of these incidents 

5 : were sent by NSA to appropriate sectors of the Comuaunity. (CIA, 

7 ici cut DIA, INR, and the three principal bein ceues organizations of 
= ae arméd services*); to non-intelligence elements in the Defense 


= — ’ Department and the State Department; to severak** operational 


“military commands. Reports on the South Korean vessel were 
broadly disseminated by the orcles Broadcast Information Service 


————s of these (on t the 6th) sageatia an ee 


ce re broadcast from Seoul which stated that the government there had 


| Taeies a Ngpecial alert" sdvinies South Korean merchant vessels 
to watch out for communist attacks "ton the high seas of Cambodia." 
42. Nevertheless, the seizure of the Mayaguez appears to 


é 


have caught everyone by surprise. No element of the Community 


25X1A 


we nee a - * his, in re services, needs doublechecking, perhaps byl 
ts. cee and Re ee er eee = ae 


07" gee Algo needs checking. . 7 | 


ae 


i ne 
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‘and no element of & ¢ Defense Depa temienk or of the military 
# 


services sounded an alarm before that seizure. Nor did the 
cn 
F 


ma 2ppropriate officeg.in the Department of State or the Department 


‘of the Navy, tien: elves largely dependent on the flow of intelli- 

as gence, advise the 3 
ie scm as a consequ = | 
on has no direct link ‘ 


". " “igsue a maritime lvisory to US vessels until two days dine the 


cam 
a 


_, (See Agta hensnt 2) es not yet attached 


13. Behind ay this was the failure of the Com miaiay: s own 


mee a 


oo Mayaguez incident 


analysts to percei e. the pattern of events building se in the Gulf 


: ws : of Thailand in ear - 


: sf oft us on ‘USIB beli ve, why they so missed at the time. Inter alia, 


etnamese’ réfugees; and the analysts were 


23 th ke 


supied with other major US concerns; 7m Indochina. 


cre directed against 


te in any event preo 
. - 7 a 7 eek ee a ee a ene 
5 But miss it they aja. A IEE es het” yada ee 

: 14. An Alert IN Caeah was not issued before the Mayaguez 
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oversight. ‘The National Intelligence Officers who are ordinarily 
- responsible for amOOTe such habao ada must 2616 heavily on 
% “the ability of the sasijtieki officers in the ‘Community to keep 


- . them informed. In this ae hel instance, the one NIO principally 


ito ee ec ed aode avare ot part of the story but was not privy to the 


ee ee | ee ee 
~ : = ‘45. My Special As sistant for Strategic Warning was not 
a S “directly involved in this crisis (in that capacity), nor was his ae: ~ 


 atadf, and properly so. His charter, approved By USIB, does. 
a not ana is ‘not intended to involye him : in ingame crises of the 


ie - character of the Mayaguez, Seizure; such involvement would only 


‘ : . detract from his principal mission vis-a- vis #he USSR. 


~The Problem of Delayed Warning 


> WSR 


oe | messages concerning the ihuye sues 


ie arrived in the Washington area between 0512 and 0526 EDT on 12 bee 


25X14" 


: oe was notified at 0630. According to the best information we can 
“= ebtain he ice, Secretary Schlesinger learned of the messages some 
"- time between 0700 and 0730; General Scowcroft at 0730. You were 

-. : é vps. 


- §aformed around 0800; and Secretary Kissinger some time after 


5 oe 


his regular morning staff meeting had begunat 0800. The State 
we Operations Center, not INR, is charged with alerting the Secretary. 


car ee ; oy 


TOP SEGRET. 
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| “a. eens! centers delayed advising ‘able ane 
eo. 2.) 6©& variety of reasons, including: (1) concern that information 

O5X1 te oe Cr inadequate and that further 


= data was needed before principals could be peopedty Rrreted: (2) ae 


Re 


eae ae 3 belief £ by both intelligence and operations officers that the US 


a would be. unable to react immediately with force, and that therefore 


Ee 


nae time was not necessarily of the essence; and (3) related to shies 


= 


- a conviction that Bencipess should not be awakened at home at, 


= a e siti Ni 
- says 0530 or epee when they could "just as well!" be informed 
ee gt FG he ‘pon their arrival at the office at, say, 0700 « or 0730. (CLA 


: operations center officers were aware that i would probably awaken 


fe ie around 0630 and i asiiseaiely delayed informing me uritil about that 
oe a timed T arn grateful for this exp Vi only one insignificant respect) 


AB, Some other sedeneiee, ‘real or potential, have emerged 


cee as a result of the Mayaguez incident. _NOLWON iS operations 


Ba centers! conferencing net) was not used, though all the operations 
: © centers now agree ‘with us that’ it should have been. The alerting 
: mechanisms in both DOD and State are divided: operations and 
ee oe Gristiivence personnel are Pere but serve different pcincteaiy: / 
25x47 : : [ messages sipping: moreover, the INR igediligence 


: eiicex® in the State Operations Centon receive them first and are. 


Jie. 
Pee 
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j responsible for their further dissemination within the Department; 


the opposite is true in the Pennant: where the operations center 
“(NMCC) is ee eeaisiils in the first instance ne The 


oe ee) (1) ey 
De cat and,delay on 12 May. 


_-IV. PROBLEMS WHICH TRANSCEND THE n ISSUES RAISED BY 
/MAYAGUEZ 


. aye. There are some. - problems v we in. n'the Gommaatity face which 


; "have been wits us in one form or another x for some time. ‘Progress 

oe 7 has been made in addressing the se problems; but the two major 
Seas simply cefy facile solutions. The ek ts associated with | 

af . th ‘ ‘tasking of re means 28 of Intelligence collection, especially 

S eas caveaesal technical forms of collection. | The second daeaiee 

ee : en rar eee pes separate Gemonte in the Cosienin ity: , 

“between the Community and others ee involved in crisis 

ae oe warning aa crisis management: and even between the ony 


‘and others not so obviously involved in crisis management (ana 


"divisions of responsibility of this character did cause some confusion 


ae DAS | ae 
ee “the eae Gers Sehtex of the ®GMA is a case in point). He 
i 7 Pp 7 eres ; a e : tu 
' Collection Tasking ame er ace BR as 


: : 20. Difficulties inherent in the direction or guidance of 


“. technical collection activities can be illustrated by a brief: 


- Apprevea, For Release sce SELREeswoorrnoreorsoors a 


ei i . - . : te sateen 
oe . ? 
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: some qoatee iat drawn from Kerr's PORE PEON: which, os 
: : a  iteelf oleae in the Sutine) might constitute an ePpropriate 
: "+ Annex. (Sorry, once you start writing this ey you cant a 
: aNce? ) : ake Re ae is : oe es a Pe : es Figo 2 el * Oy ee : baer oe : xg oe 


| . S --Next, peeuapes: some views of the tactical photo- . a oe 
2 wevonlinissance problem, by os < fF - ; ae x So 2BKIA 
. ue : “<-And here might goa summary of the, material | “= i —— 

ae assembled by i xe SIGINT. aa 28x1A 


1. | Questions concerning the role of the Navy in the rather 


+ tee 


oS, nore Benenct problem of a dnt uation concerning US 


: merchant eine were spotlighted by oC Mayagues incident. 


a disse que uestions 28x 

Pee hs But ony ave a long and complex history. (Note: This isa 25X1A 
ie cy : : a : try ata Jead into material onan gould he drawn ——_—_——— 
oo on this subjects by med 


- Communications a obeie 
Pentel den eco 


" 22. One of the most critical acs in warning and 
‘ tt aa 
; crisis operations is to define our own national nervous a nN 


Ee All major agencies of intelligence, Defense, State, and opnen non- 


., military departments have 24-hour "watch centers" which receive, 


produce, and transmit information over many communteations is 
ee ved For Releasé 2004F(4 GIG RPYs3M00171R001800150007-6" * : 2 ~ 


: oft teomtegoyenter-e ~ 


networks. We have produced and distributed a list of 29 of the 


= 24-hour centers in the ‘Washington area. - ~ This, however, is 


ag 


ee 
‘ aet complete or sufficient. Nowhere dees there exist a complete, 


= consolidated listing of appropriate centers and how they are 


oe, interconnected, or not bohnebtaas Indeed, a complete Snes 
ae ane Pa, 
- should propably include centers which do : not necessarily operate 


oe pees ~ 


7 {he Dow of information and assessments from ne es components 


“es to specific operational and policy elements of the departments. 
ae: “ee 
; - Stated candidly and in very summary fashion, the existing circum- 


Prom 


: * we 


eo “4 
4 below Cabinet level--can create some uncertainty and confusion, 


‘stances--specifically #he lack of an identifiable “terisis manager" 


Cee 2 @apecially during "instant" crises. 


as . 24. ‘The flow of information, or the jack of flow, in the 


nae epp osite ‘airectioh into the intelligence x maw, can do roughly 


a “the same. We understand how difficult it is during a crisis for, 
; a ; a : 
bey Bay, the Joint Chiefs and the operational commands to service 


: “3 . ~ 


7 requests for information from people--i. & ’ those of us in 


. . “a ‘age . 
a _ intelligence--who are not charged with the succesg or failure 


Deans 
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' of a given military mission. We aljso understand how the pressures 


of time, the delicacy of the diplomatic process, and the“need for 


: _of State. 


| “25. “Still, I can obviously mn information only, hen I as 
: aA rey fy he a 2 
Bias tg Possess tt and especially during crises, I may find that certain 


a Bt enteubilee of infovenation can be t on in ‘departmental 
ot now formally task, much 


+08 et, sy 
Xe: 


he intelligence components which I ca uM 


Je ss instruct. 


ee Lv. ‘ONGOING EFFORTS TO IMPROVE CRISIS qaetine AND 
to. .REPORTING PROCEDURES ny THE COMMUNITY AND 
_ BLSEWHERE ae 


© tig. 


: . ‘Within the Community: 


26. ‘Paragraph h RSEe re actions initiated by the DCL to improve 


: 38 

Dee = 

‘existing procedures » related to: al rt memoranda, NOIWON eS: 
oe ue guat and community anal st conferencing. (rhe oe a 


eee 


a 27, Bavagiaph here re effort to produce single natignal ia 
on situation report during crises--stalled by circumstances and 
+ " i %* a ' 
* communications peouieie but willllive again after CONTEXT 
wo" dm use. (This being drafted by ce 25X1A 
meee IvAp ANA pment 
28. “Paragraph here re effortsjunder way elsewhere--- 
: principally within DOD. | (Being drafted ibyl ag a ~ BX1A 
> ne ea ae TEs na es 
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ay : Pies For ReWase 2004/06/29 : 
I. SUMMARY ores ; Ae 
7 - i Gieatnity belongs, is unwieldy curing, sed éspecially = 
certainly in part mine. Pr am ae suaded that we do not have i; 


om . wey “oe 


‘the metaphor, a need to install some new auscllary motors. 
o ~ Ba er 
i 


“Further work ao these lines would, ol profoundly hope, help 


oe 


all concerned to warn of and Pace crises int 


ou ‘manner possible. 


